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Abstract 
Organizations, researchers and HRD professionals realized that if they want to improve the employees as well 
as organizational performance they have to invest in training activities. But highlighted the point whether the 
training is effective or not. Because if they are investing in training activities and the results are not fruitful, the 
investment would be considered wasting of resources. In order to make training effective, researchers and 
training professionals have highlighted and explained the role of different factors. Amongs different factors, 
researchers and training professionals have lack of consensus about peer and supervisor support. The purpose 
of this study is to explain the role of peer and supervisor support in training effectiveness and reslove the 
conflict in past studies. In order to know about the role of peer and supervisor support discussed by past 
researchers, different data bases, research magzines and books has been reviewed. Based on past research and 
training professionals views, this study suggested that in order to clearly understand the role of peer and 
supervisor support in training effectiveness the researchers shuold classify peer and supervisor support in three 
stages, pre-training, during training and post training. Finally, future research directions has been discussed.  
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Introduction 
Researchers have been giving consideration towards training transfer issues. They have highlighted different 
factors that affect the training transfer process. With the rapid change in economy, training demand has been 
increased and organizations have been investing more resources to upgrade their employee’s skills. At the 
same time, trainers and researchers have identified those factors which affect training effectiveness. 
Georgenson (1982) found that organizations spend huge amount on providing training to their employees but 
only 10% of training leads to change in behavior on trainee’s job. Researcher are unable to find the amount of 
learning transfer (Holton, 1996) and at the same time, learning transfer issue exist all types of learning-
performance situations which makes the learning transfer issue more complicated (Broad and Newstrom, 
1992). Therefore, it is important to elaborate the effective method (Facteau et al., 1995) and to improve 
existing training method(Venkatesh and Smith, 1999).  
Wexley and Latham(2002) highlighted that although approximately 40 per cent of content is transferred 
immediately following training, the amount transferred falls 25 percent after six months and 15 percent after 
one year. (Baldwin and Ford, 1988; Noe, 1986)  reported that maximum trainees do not transfer their newly 
learned skills at workplace. Researcher found that trainees only transfer 15% of their learning at workplace 
(Cromwell and Kolb, 2004). In addition, London and Flannery (2004), discovered that in spite of heavy 
investment in training activities the fact is that trainees only transfer less than 10-20 percent new skills and 
knowledge at workplace. In addition, researcher should pay attention to sort out the low rate of training 
transfer problem (London and Flannery, 2004).  
The objectives of the training activities are providing skills, abilities and knowledge to their employees to 
achieve organizational objectives and organizations can only achieve their objective when employees will 
transfer the learned skills. According to Burke and Baldwin (1999), the evidence from past research expose 
that huge investment in training activities does not lead to maximum transfer at workplace. Therefore, Holton 
and Baldwin (2003) suggested that to improve job performance, the skills and behaviors learned and practiced 
during training have to be transferred to the workplace, maintained over time, and generalized across context. 
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The reason behind low rate of training transfer is that the researchers and HRD professionals are not fully 
engaged with the training transfer issues. Balaguer, Cheese, and Marchetti (2006) indicated that researchers 
and training professionals may have lack of grounded knowledge of empirical training transfer findings. In 
addition, May avd Kahnweiler (2000) found that from a theoretical perspective, HRD, organizational 
psychology and similar profession are still in the early stages of model building in regard to training transfer. 
May and Kahnweiler (2000) also proposed that researchers need to conceptualize transfer system in terms of 
variables and relationships that will be intellectually manageable and then examine the components with 
strong research design until a valid representation of the real system emerges. Clark, Dobbins and Ladd  (1993) 
discussed that it is critical for researchers and practitioners to understand the factors that associate with 
training effectiveness.   Furthermore, Mackay (2007) found that organizations and businesses are not getting 
the results they need from the training they provide. In addition, Scaduto, Lindsay and Chiaburu (2008) 
suggested that it becomes essential to test models that include central, but less frequently studied training 
effectiveness predictors. Kauffeldd and Lehmann (2010) argued that transfer is insufficiently considered in 
both practice and academic research.  
Peer Support:  
For the effectiveness of training, work environment or environmental factors (performance feedback, peer 
support, supervisor support) plays an important role. Although, work environment aspects are important for 
training transfer (Burke and Hutchins, 2007) they are not sufficiently examined in existing models (Scaduto et 
al., 2008).  
Seyler et al., (1998) defined peer support as “The extent to which peers reinforce and support the use of 
learning on the job”. 
Aguinis and Kraiger (2009) argued that support from the organization; supervisor and coworkers are 
considered essential for training transfer and skills maintenance. In addition, (Chiaburu and Tekleab, 2005) 
found that the peer support is more important for training transfer and maintenance than both support from 
the organization and supervisor. Therefore, environmental factors are important component for effective 
training. Clark et al., (1993) argued that trainees who believe that they will not have support from either peers 
or supervisors for using their new skills when they return to the job may not be motivated to learn during 
training because they recognize that the training will not be useful for them because it will not transfer to the 
job.  
According to (Baldwin and Ford, 1988) environmental factors including top management, supervisor, peers 
and subordinates influenced training effectiveness. Hence, for the training to be effective, the support of top 
management and colleagues is very important (Chen et al., 2007). Moreover, (Nijman, Nijhof, Wognum, and 
Veldkamp, 2006) found that, peer support reflects the extent to which peers behave in a way that optimizes 
the trainee’s use of learning on the job. Research has shown that support from peers positively predicts 
motivation to transfer (Guerrero and Sire, 2001; Seyler et al., 1998). In the same study, they also proposed that 
environmental variables (peer support) have a broader influence affecting not only post-training behavior, but 
motivation to transfer as well.  
According to Kirwan and Birchall (2006) peer support on the motivation to transfer is an important 
relationship, as this relationship was tested on Holton’s model. In one study, peer support was found to be 
related to skills transfer, but not related to pre-training motivation (Facteau et al., 1995), while another study 
found peer support predicted motivation to transfer (Ruona, Leimbach, Holton, and Bates, 2002). Surprisingly, 
(Holton et al., 2000) found that environmental factors variables did not influence transfer and these findings 
are consistence with (Marcel and Streumer, 2002). However, (Tracey, Tannenbaum, and Kavanagh, 1995) 
found that supervisors’ and coworkers’ encouragement of learning and use of trained skills on the job may be 
crucial elements in the transfer environment. Thus, the results of past studies are mixed, indicating a need to 
further investigate the effects of peer support on transfer, pre-training motivation and transfer motivation.  
In this study, we proposed that the researcher should consider the time factor and type of support required by 
the trainee at different stages. Environmental factors should divide into three stages, before training, during 
training and after training. The researchers need to differentiate the kind of peer support at each training 
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stage.  In other words, the trainee needs a different kind of peer support at each stage. For example, (Noe, 
1986) measured the peer support as “peers care about applying new knowledge” and (Chiaburu and Marinova, 
2005), used this scale. They found that peer support was positively related to pre-training motivation and skills 
transfer. On the other hand, (Facteau et al., 1995) measured the peer support in terms of “peers’ 
encouragement of incorporating new learning” and found that peer support is related with skills transfer but 
not with pre-training motivation.  
Pidd (2004) measured peers support in terms of expectations and behavior and proposed the moderating role 
of peers support between trainees identified with workplace groups and training transfer. In addition, (Seyler 
et al., 1998) measured peer support as “peers’ appreciation for using new skills”, “peers’ encouragement for 
using new skills”, “peers’ expectations” and “peers’ behavior” against training transfer and found that peer 
support influence transfer motivation and training transfer. Due to the conflicting results, this study proposes 
that the researchers should highlight what kind of peer support trainees need at each stage of training.  
Furthermore, at the time of developing the peer support scale, researchers should classify the peer support 
that trainees need before, during and after training. Based on the literature review, this study suggested 
proposition as: 
Proposition 1: Peer support is positivley related with pre, during and post training effectiveness,  
Supervisor Support:  
Another factor in the context of social boundaries or environmental factors is supervisor support. The role of 
the supervisor in the area of training effectiveness is crucial. Transfer of training is very important part in the 
training effectiveness criteria and it’s difficult to effectively transfer the training without supervisor support.  
Seyler et al., (1998) define supervisor support as “The extent to which managers support and reinforce the use 
of learning on-the-job.” 
Clark et al., (1993) argued that trainees who believe that they will not have support from either peers or 
supervisors for using their new skills when they return to the job may not be motivated to learn during training 
because they recognize that the training will not be useful for them because it will not transfer to the job. For 
the effectiveness of training, work environment or environmental factors (performance feedback, peer 
support, supervisor support) plays an important role. Although, work environment aspects are important for 
training transfer (Burke and Hutchins, 2007) they are not sufficiently examined in existing models (Scaduto et 
al., 2008). 
The supervisor can support trainees in different ways in which setting goals for trainees to transfer the learned 
skills is one of them. This kind of support relates to the goal theory. In this regard, (Pinder, 1984) argued that 
for employees work motivation, goal theory play important role in which tough goals leads to better 
performance (Locke and Latham, 1990). Therefore, to achieve assign tasks, employees should have certain 
ability to perform different tasks and motivated to achieve goals. 
Goal commitment refers to consistent effort in order to achieve desire goals (Hollenbeck and Klein, 1987). In 
other words, those individuals who don’t have goal commitment can be less motivated towards achieving 
goals (Locke, Latham, and Erez, 1988). In addition, (KKlein and Kim, 1998) argued that supervisor play 
important role in goal-setting context. Therefore, to maintain higher level goal commitment among 
employees, supervisor should directly involve in goal setting process. Therefore, the involvement of supervisor 
in training activities can maximize the training outcomes.  
 Nijman et al., (2006) defined the supervisor support as the extent to which the supervisor behaves in a way 
that optimizes employees use on the job of the knowledge, skills and attitudes gained in training. Scaduto et 
al., (2008) suggested that the individual who has a good relationship with his or her supervisor (which enhance 
communication of organizationally relevant and important information) stands a much better chance of 
benefiting from the training, which will leads to positive outcomes, both for individual and organization. Clark 
et al., (1993) found that transfer of training also depends on the trainee believe about the supervisor support. 
If the trainees believe that he/she would have support from the supervisor to transfer the skill he/she would 
be more motivated. Researchers found that supervisor support has no direct effect on trainees’ transfer 
outcomes (Chiaburu and Marinova, 2005; Facteau et al., 1995; Klink, Gielen, and Nautta, 2001) however, it 
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influences motivation to transfer (Nijman et al., 2006). In other words, supervisor support has positive effects 
on trainees’ transfer outcomes, by means of their motivation to transfer.  
Another study by (Seyler et al., 1998) found that supervisor support has less significance as a predictor for 
transfer motivation as compared to peer support. In a later study, Holton et al., (2000) found that social 
factors do not predict the transfer of training. A more recent study by (Liebermann and Hoffmann, 2008) 
suggests that supervisor support does not exert considerable influence on transfer motivation. In contrast, 
numerous studies found a positive relationship between environmental factors variables and transfer 
(Montesino, 2002; Smith-Jentsch et al., 2001; Warr, Allan, and Birdi, 1999) Moreover, Tracey et al., (1995) 
found that the supervisor and coworkers who encourage learning and the use of trained skills on the job may 
be crucial elements in the transfer environment.  
Velada et al., (2007) conducted on study on the work environment (feedback and supervisor support) and 
found that feedback from supervisor on newly learned skills have significant correlation with skills transfer. 
Velada et al., (2007) defined feedback as an indication from management about how well an employee is 
performing on the job. Furthermore, feedback concerning the newly acquired knowledge and skills, and how 
these relate to job performance, increase the probability of its transfer to the workplace (Velada et al., 2007). 
In addition, they also found that other component of work environment like supervisor support does not 
predict skills transfer.  This finding is consistent with (Chiaburu and Marinova, 2005; Klink et al., 2001).   
Like other factors in environmental factors context, supervisor support also faces the same issues related to 
the time and kind of support required by the trainee at each training stage. However, past researchers have 
been overlapping the supervisor support at each training stage. For example, (Chiaburu and Tekleab, 2005) 
measured supervisor support in terms of “employee development”, “practice new skills” and “constant 
reminder to apply skills”. They found that there is no relationship between supervisor support and skills 
transfer. Conversely, (Facteau et al., 1995) measured supervisor support in terms of “supervisor tolerant of 
changes” and found that supervisor support positively relates to pre-training motivation. Furthermore, (Lim 
and Johnson, 2002) evaluation of supervisor support proposed three factors that were more closely related to 
the transfer of training, namely “discussion with supervisor to use new learning”, “supervisor’s involvement or 
familiarization with the training” and “receiving positive feedback from supervisor”. 
After carefully evaluating the supervisor support at the third stage of training (after training), we conclude that 
researchers who found the effect of supervisor support’s on transfer (Brinkerhoff and Montesino, 1995; 
Gregoire, Propp, and Poertner, 1998) are measuring support in terms of “information sharing” “direct 
feedback regarding performance” and “provision of resource or incentives”. Nijman et al., (2006) measured 
supervisor support in terms of “supervisor’s opportunity to apply learned skills” and found that supervisor 
support have no direct effect on training transfer when taking into account the motivation to transfer. In 
addition, (Liebermann and Hoffmann, 2008) measured supervisor support in terms of supervisor interest in 
training and support for transfer and found no considerable influence on transfer motivation. Finally, Velada et 
al., (2007) measured supervisor support in terms of “ways to apply training on the job” “problems in using 
training” “interest in training” “feedback on performance” and “goals to apply training on the job” and found 
effects on transfer motivation. 
The studies included in the preceding paragraphs did not distinguish the kind of support needed at each stage 
of training. For example, what factors influence the pre-training motivation at the first level of training (before 
training) or what kind of support influences the transfer motivation factor or what kind of supervisor support 
increases the level of transfer at the last stage (after training) were not examined. The explanation of 
supervisor role in these perspectives can be helpful for researchers to highlight the degree of supervisor 
support received in the different stages of training and its implication in the training transfer theory. Thus, the 
mixed results of the previous studies have prompted yet another hypothesis. 
Proposition 2: Supervisor support is positivley related with pre, during and post training effectiveness,  
Discussion and Future Research Directions 
Training is an important intervention to up-grade employees’ skills and to improve employee and organization 
performance. Researchers and human resource development professionals have been giving considerations to 
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effectively manage the training transfer process. This research is also part of the researcher’s efforts to build 
on literature on training transfer and provide substantial feedback to the training professionals in order to 
improve employee and organization performance. This research has, at the minimum, extended the 
boundaries of knowledge in effective training transfer.  
Organizations have been investing huge amounts of money and resources in training activities and the 
ultimate goal of the training programs is to improve employee and organization performance. Therefore, 
organizations can only achieve their goals if employees transfer the learned skills at the workplace. The 
absence or lesser rate of training transfer may leads to wastage of organizational investment and resources. In 
addition, lack of training transfer may leads to a slowdown in the organizational growth and employees’ 
performance improvement. Organizations align training programs with strategic objectives and expect that 
effective training programs will help to achieve company objectives. The lack of training transfer may create 
hurdles for the organization to achieve strategic objectives and to sustain competitive advantage. 
Among the environmental factors, this study suggested that peer and supervisor support should be 
differentiated with reference to time and type of support. This study investigated peer and supervisor support 
after the training and explained that the managers should carefully examine what kind of support trainees 
need from peers and supervisors. In the past, there were mix findings regarding the role of peer and 
supervisor support. Some of the researchers found that there is no relationship between peer support, 
supervisor support and transfer motivation but others found significant relationships. In addition, some of the 
researchers claimed that peer and supervisor support directly influenced training transfer but others found 
peer and supervisor support influenced training transfer through transfer motivation. This study has shed new 
light and proposes that the trainee may need different types of support from peers and supervisors before, 
during and after the training.  
Peer and supervisor support (environmental factors) not only encourage employees to effectively participate 
in training activities and transfer the learned skills at the workplace in order to improve their performance but 
also help organizations to achieve their strategic objectives. Peers and supervisors may also explain to the 
trainee how training transfer will help to achieve organizational goals. This study’s findings further support the 
contention that alignment of training objectives with organizational goals is as crucial as aligning goals 
between different levels in the organization hierarchy. At the time of training design, organizations link 
training goals with strategic goals and training transfer may help organizations to achieve their goals and 
perform well in today’s competitive market. Furthermore, better performance of the organizations in local and 
international markets help boost the country’s economy.  
Future research should highlight the kind of support at each stage (before, during and after the training) and 
empirically test the relationships with other training transfer factors. The understanding about environmental 
factors may lead to training effectiveness and improve the employee’s performance. In addition, future 
research should examine the impact of training effectiveness on organizational performance. This will help 
further strengthen the literature on training transfer and would be helpful for researchers to explain the 
importance of environmental factors (peer and supervisor support) within the context of training 
effectiveness. 
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